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BOOKS AND PAMPHLETS 


The African Economy and International Trade 
Andrew Kamarck 


Africa’s importance Western Europe makes her indirectly 
important us. 


The Japanese Factory 
James Abegglen 


Japanese factory organization derived essentially from the 
broader social system. 


The Modern Concept Marketing Management: Its Implications and Problems 
Fred Kniffin 


The modern marketing management concept requires the entire corporate 
effort toward the customer. 


Progress Distribution Appraisal After Years 
Malcolm McNair 


The question not whether distribution costs too much but rather 
whether marketing socially effective. 


Strategic Surrender: The Politics Victory and Defeat 
Paul Kecskemeti 


The emergence nuclear weapons rendered questionable the compatibility 
victory with the waging total war. 


The Ugly American 
William Lederer and Eugene Burdick 
Our free life may well lost succession bits and fragments. 


Warning Signs Administrative Failure 

Raymond Brown 

Useful information regarding the effective administrator may 
gained examining the ineffective administrator. 
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PERIODICAL ARTICLES 


American Democracy and the People’s Money 

Gooch 

The Virginia Quarterly Review 

The expenditure side national budget primarily declaration 
governmental policy. 


American Management and Labor 

The Texas Quarterly 

Labor and Management 

Hines Baker 

There now need control the concentration labor union power. 
Organized Labor 

Walter Reuther 

Collective bargaining one the most important tools that 

free people can use. 


Business Statesmanship: Plan for Waging the Economic War 
Donald David 

Vital Speeches the Day 

The answers the issues foreign economic policy will 
found the export managerial talents. 


Defining the Manager’s Job: How Companies Are Using 
Executive Job Descriptions 

Bennett 

The Management Review 

Before installing such program, firm ought consider the 
complications that could obviate its benefits. 


Economic Power Centers and Credit Policy 

Allan Sproul 

California Management Review 

Government something more than maker rules and referee 
their application. 


Mirror for Managers 

Edward Adams, Jr. 

Michigan Business Review 

order see themselves more objectively many managers have 
turned management psychologists. 


The Power Holders the American Economy 

Sumner Slichter 

The Saturday Evening Post 

The economy badly needs decision-making arrangements that will 
better reflect national interests. 


SPECIAL FEATURE 


This May Interest You 
the Editor 
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THE AFRICAN ECONOMY AND INTERNATIONAL TRADE 


Andrew Kamarck* 


In: The United States and New York: The American Assem- 
bly, Columbia University, 1958. pp. 117-138. $1.25. 


Before World War Americans took little interest Africa 
and, economically speaking, were right indifferent. Africa 
was relatively unimportant the United States supplier in- 
dustrial raw materials and unprocessed foodstuffs. Even today, though 
the loss the American imports from Africa would undoubtedly 
cause hardship some industries, one can scarcely claim that Africa 
economically vital us. Africa’s position vis-a-vis Western Europe, 
however, quite another matter. Western European exports Africa 
total fourth the value goods that Western Europe exports 
outside intra-European trade. Moreover, Western European im- 
ports from Africa total sixth total imports from outside Europe. 
poor Africa is, she better market for Western Europe than 
the United States. 

This importance Western Europe makes Africa indirectly im- 
portant us. The United States has spent some $30 billion since the 
war trying make Western Europe economically viable. the 
extent that the economic development Africa aids Europe, also 


*Lecturer African Affairs, School for Advanced Studies, Johns Hopkins 
University; Economic Advisor, International Bank for Reconstruction and De- 
velopment Europe, Africa and Australasia. 


book contains background papers prepared for the use partici- 
pants the Thirteenth American Assembly, Columbia University, and the 
Final Report that Assembly. The other background papers are: Char- 
acter American Interests Africa” Rupert Emerson, “The Character 
and Viability African Political Systems” James Coleman, 
Political Pressures Africa Vernon McKay, Character and 
Potential African Economies” Daniel Neumark, Situations and 
Issues William Brown and Hylan Lewis, and “Culture and 
Changing Values Africa” Walter Goldschmidt. 
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interests us. The African economy also affects another indirect 
way. large part the economic development Africa comple- 
mentary competitive with development the other countries 
the Western Hemisphere which are our main suppliers primary 
products. For example, the prosperity the copper producers Chile 
(and the copper price the United States) hinges the expansion 
plans the copper mines Northern Rhodesia and the Congo. 

The real direct economic interest the United States Africa 
the future. The United States consumes roughly half the total 
industrial raw material output the non-Communist world and one- 
tenth what consume imported. estimated that 1970 
our degree dependence will have doubled. this change the 
fundamental position the American economy that making Africa 
interest future supplier. this respect, the African re- 
sources which appear most interest Western Europe and 
the United States the immediate future are bauxite, hydroelectric 
power, aluminum, oil, uranium and iron ore. 

Though investment Africa bristles with difficulties, firm 
any industry that consumer large blocks power (such the 
aluminum, electro-chemical electro-metallurgical industries) must 
now consider seriously either the possibility investing Africa itself 
the likelihood that its competitors will take advantage cheap 
African power. 

Africa not only the least developed the continents but also 
has the most dependent economy. The money economies the African 
countries are primarily export-import economies; that is, they are 
dependent international trade for their basic domestic requirements. 
Furthermore, they are able sell abroad only one two most 
three products order buy and import the whole range needed 
modern commodities. 

Africa’s economic dependence the West even greater than 
the trade figures indicate. Whatever level development the countries 
Africa have reached has been due largely the inflow European 
capital, entrepreneurs, and skills. Without special help the economy 
the French African territories would not grow sufficiently fast 
keep with the increase population. these territories, the 
French government providing most the investment for the basic 
services needed for growth. Less direct aid has been given the 
British government its colonies because private investment has been 
greater and also because the colonies have been able more for 
themselves and have been allowed and helped borrow. However, 
the African countries become independent, they become ineligible 
receive the special help provided the metropolitan powers, and 
private capital also tends shy off. 

African countries have had special advantage the years since 
the war. The prices for African export commodities have not only been 
high but also favorable comparison prices the products 


which she consumer. Unfortunately for Africa, the best part 
appears over. First agricultural commodities and then 
minerals prices have eased off stabilized while the prices the 
industrial commodities the African countries buy continued rise. 
This change bound slow African economic development, for 
other reason than that, with weaker demand, the need expand 
capacity will not great. 

The United States has played only minor part the economic 
development Africa. the growth the African economies 
continue, may have play greater role. There real question 
whether France and the United Kingdom will able and willing 
continue make available large flow investment funds 
the past. the new states, future economic growth will depend 
great deal how receptive these states are European and American 
enterprise and capital and the use the trained non-African per- 
sonnel. The help that the United States can provide and the benefit 
that our economy will derive from the economic growth Africa will 
depend great deal the degree initiative and interest displayed 
American enterprise African investment possibilities. 


THE JAPANESE FACTORY: ASPECTS ITS SOCIAL ORGANIZATION 
James Abegglen* 


Glencoe: The Free Press, 1958. 142 pp. $3.50. 


The present concern about the entire problem industrialization 
has been compelled the massive confrontation the world’s two 
great power centers. Japan the single third party present now 
the scene, non-Western nation that might properly described 
industrial, which for all its industry remains clearly and consistently 
Asian. 

The American and Japanese factory organizations differ im- 
portant ways. These variations derive essentially from the differences 
between the broader social systems. 

When comparing the social organization the factory Japan 
and the United States one difference immediately noted. what- 
ever level organization the Japanese factory, the worker commits 
himself entrance the company for the remainder his working 
career. The company will not discharge him even temporarily except 
the most extreme circumstances. will not quit the company for 
industrial employment elsewhere. member the company 
way resembling that which persons are members families 
fraternal organizations the United States. 

The most frequent justification offered that Japan poor 
country and overpopulated one, country where jobs are scarce 


*Assistant director the Asian division International Standard Electric 
Company. 
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and employment difficult. Laid-off workers will simply starve. the 
interest national economy management has duty employ 
many people possible all times. 

system organization which membership semipermanent 
may expected attach considerable importance the recruitment 
and selection its personnel. contrast the American practice, 
recruitment directly from schools into the company the only way 
which men enter the firm. Typically, company makes known 
selected universities the number and type openings available the 
firm, and the prerogative the university faculty 
individuals for examination the company. worker not selected 
for particular job because has acquired particular set skills 
useful the operation the plant. selected for qualities 
background, personality, and general ability that may not fact make 
him competent employee. However, should the firm find him useless 
cannot dismiss him but may only move him from job job within 
the general category his employment status until placed 
harmless and perhaps not useful position. 

The study the system rewards and incentives highly re- 
vealing differences between Western and modern Japanese industry. 
Reward only partly the form money, and based broad 
social criteria rather than production criteria. The recompense 
workers made such items housing, food, and personal serv- 
ices, with the actual cash pay the worker forming only part the 
total. Pay based primarily age, education, length service, and 
family size, with job rank competence only small part the cri- 
teria for determining work reward. The Japanese employee part 
very personal system which his total functioning person 
seen management’s responsibility. 

terms factory efficiency two primary results obtain from this 
system payment and reward. The first the furthering the limita- 
tions the mobility the workers. The second effect that the 
whole mechanism job evaluation, cost analysis, and incentive systems 
can find place the large Japanese factory without clashing vio- 
lently with the present system. Underlying all devices for increased 
productivity the assumption that the individual should rewarded 
relation specified job demands and his individual work effort. 

respect the difference between the American and Japanese 
firm more striking than the area decision-making. Formally dis- 
tinct and well defined positions are indefinite and poorly defined 
functionally. The elaboration the structure itself virtually ensures 
considerable overlapping the authority more than one person 
any given area action. Staff and line functions are not clearly 
differentiated. Further, since the range any given individual’s au- 
thority not well defined, there tendency move decision-making 
responsibility the line command. The consequences these 
factors terms decision-making are several. the first place, nearly 
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all decisions are worked out groups people conference and 
discussion, necessarily slow and cumbersome procedure. Second, 
communication not well defined, and the levels authority through 
which decisions must translated are numerous. Third, and per- 
haps the most significant that becomes nearly impossible fix 
individual responsibility for decisions for errors decision-making. 


seems accurate maintain that productivity Japan sub- 
stantially below the American average. This low productivity re- 
sult large part the different social organizations; and Western- 
inspired technological changes can have only limited effect the 
productivity level and, indeed, can some respects only aggravate the 
problem. 

the present time would seem that the greatest need the 
Japanese factory for methods production which are generally the 
converse the American their effects. American production 
methods are increasingly designed minimize the labor component 
and impersonalize and rationalize the organization; the Japanese 
need for production system which can make the greatest use 
labor within personalized system relations. 

The development industrial Japan has taken place with much 
less change from the kinds social organization and social relations 
preindustrial nonindustrial Japan than would expected from 
the Western model the growth industrial society. partial 
explanation Japan’s rapid industrialization might well argued 
lie the amount and more especially the kind continuity through- 
out the transition rather than emphasis change. this con- 
nection one might note that there reason believe that the pressure 
the family system Japan toward social rigidity and inflexibility 
may commonly overstated. two particulars least there has 
been within the historical structure the Japanese family poten- 
tiality for flexibility and change. 

The first these the practice adoption, which not only 
more distant relatives but also able and promising employees and serv- 
ants have long been able assume important roles higher-status 
families and family businesses. 

Second, under rules primogeniture country lacking 
cient land there are provided the conditions for the establishment 
urban work force. Further, there has been tradition con- 
tinuity, despite such mobility younger sons, through the establish- 
ment “branch families” tied the “main family” bonds 
obligation and duty. 

Finally, and most important from the point view factory 
organization, the principle family loyalty and cohesion, when suc- 
cessfully symbolized and incorporated into military, industrial, and 
financial organizations, may have become important source 
energy and motivation for the transition industrialization. 

The implications the Japanese experience the problem 
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aiding the development other non-Western nations would seem 
that considerable degree tolerance even the cost seem- 
ing waste needs allowed local custom and methods. lasting 
and effective transition industrialization may accomplished only 
when the changes are continuous with the preindustrial social system 


and are based and grow out the patterns social inter-action 
basic the society. 


Comment: the reader committed indoctrinated the basic 
precepts management, Western style, Mr. Abegglen’s report 
startling almost the point nonbelief. Yet clearly speaks with 
the authority firsthand field observation. For the Western manager 
facing increasingly cutting foreign competition both home and over- 
seas markets, listening this new voice seems must. many areas 
which Japanese post-war export industry has centered, oriental 
products are assuring dominant competitive position. Our quick and 
common explanation “slave labor wages”. What Mr. Abegglen 
reports belies this gross oversimplification. 

would almost seem that Japanese industry owes its success 
largely low productivity levels its workers, the existence 
non-controllable fixed labor costs, the selection workers and man- 
agers without adequate concern for their fitness contribute the 
ability the business compete, all this under the direction 
non-responsible management. One various alternatives must 
true: perhaps the foregoing list “impossibles” constitutes superior 
basis for assuring industrial superiority; perhaps Japanese industrial 
input excess output and the deficit comes from some source 
such government subsidy; perhaps Mr. Abegglen saw and heard 
imperfectly; perhaps the basic requisite for superior industrial 
competitive capacity integrated system internal operating prin- 
ciples and practices that totally harmonious relation the larger 
social structure which part. These seems little question 
but that Mr. Abegglen describes such highly harmonious internal- 
external integration. the Japanese industrial management system 
actually provides means the superior satisfaction Japanese social 
requisites, Mr. Abegglen may have opened for our managerial inspec- 
tion prospect far more substantial concern than the relatively 
simple slave-wage concept. 

One conclusion does seem justifiable. Certain the “essentials” 
Western industrial success—com pensation relation contribution, 
flexibility within the cost structure, clear delineation authority, 
definitive and fixed responsibility for are not the 
basics all sound management. Why they are not universal essentials 
effective management not yet entirely clear. That must come 
understand why this clear even though such understanding 
might disconcerting, particularly society dynamic our own. 
Franklin Folts, Professor Industrial Management. 


| 


THE MODERN CONCEPT MARKETING MANAGEMENT: ITS IMPLICATIONS 
AND PROBLEMS Fred Kniffin* 


In: Indiana Business Information Bulletin, No. 31. Bloomington: 


Bureau Business Research, School Business, Indiana University, 
1958. pp. 5-20. $.60. 


fundamental change management attitudes toward the place 
and nature the marketing function manufacturing and produc- 
ing businesses has become evident the past few years. This change 
has involved renewed emphasis marketing and the recognition 
the importance marketing the total success the firm. This 
trend may characterized broadly the following two develop- 
ments: (1) management’s thinking becoming 
oriented; and (2) the broader objective profits superseding the 
sales volume objective the marketing division. 

Although marketing programs have begun traditionally with the 
customer, now pushed even further into the foreground with 
the modern marketing management concept. effect this requires 
the entire corporate effort directed toward the customer. More- 
over, coordination among the various divisions the firm prime 
prerequisite for adoption customer-oriented thinking manage- 
ment. This sharp contrast with older philosophy, which may 
work seller’s market but can disastrous buyer’s market, and 
which says, are the products that can produce; now how 
can sell them?” 

Today, the potential customers company are the most uncer- 
tain element company planning. Therefore, management’s ultimate 
objective reducing the risk the marketing their goods and 
services tends shift more responsibility the marketing executive. 
For instance, the top marketing executive may have help educate 
other top management executives the new role marketing. 

The trend customer-oriented thinking places emphasis 
growing market research function. Facts are required for marketing 
planning and decision-making. many companies the task collect- 
ing information has fallen marketing research. The recent growth 
the use marketing research findings defies any quantitative meas- 
urement. But this not imply that consumer other marketing 
research has developed all firms any appreciable degree that 
the field marketing has attained its peak growth. the contrary, 
the greatest opportunities marketing research work probably lie 
ahead. 

Dangers inherent increasing flow marketing research data 
are many. plan for marketing program based primarily cus- 
tomer research may tend defensive. They may forget that 
customers’ plans can change quite drastically, and also they may 
unwittingly feel that they have little influence over customers’ 


*Assistant Professor Marketing, School Business, Indiana University. 


actions. Another potential danger the possibility that the decision- 
maker will depend too much upon marketing research findings. The 
basic function gathering information may enlarged and 
research findings well accepted the decision-maker that the “art” 
and “feel the situation,” necessary decision-making, may 
overlooked take subordinate position the decision-making 
process. Moreover, being fact-gathering activity, marketing research 
contributes little the way creativity new ideas. 


The concept that profits become the major objective the mar- 
keting department, superseding the sales volume objective, the 
second major idea characterizing the modern marketing management 
concept. Pursuit the profit objective means making marketing 
decisions consistent with over-all company objectives that will con- 
tribute most the long-range profits the firm. However, shift 
from the sales volume objective the profit objective may lead 
overemphasis within firm planning and cost cutting. The danger 
the possibility neglecting the “doing” work aggressively striving 
for the forecasted sales volume objective because undue emphasis 
the “thinking” planning and cost analysis functions. 


larger companies organization changes apparently have been 
taking place concurrently with the introduction the modern mar- 
keting management concept. These changes have typically taken three 
forms: (1) the various activities the marketing department have 
been brought together under one head for example, Vice President 
for Sales; (2) the policy-making aspects the top marketing position 
have been broken off from the operative, typically selling, the 


marketing department; (3) the growing marketing staff have been 
departmentalized. 


Creation the new position Vice President for Sales firm 
should provide stronger voice top management councils for the 
marketing programs the firm because the Vice President for Sales 
will more concerned with policy-making aspects than with oper- 
ative aspects marketing programs. Also, the creation the position 
Vice President for Sales may encourage coordination between the 
marketing division and other functions the business. Marketing 
planning may developed more fully firm because there 
executive with the key responsibility utilizing the marketing research 
staff and other marketing staff planning and controlling the market- 
ing programs the firm. 


This policy-making executive, the Vice President for Sales, epit- 
omizes the modern marketing management concept. has the tools 
for carrying out the planning and controlling necessary for customer- 
orientation and pursuit profit goals. Creation such position 
would seem particularly advantageous for larger companies producing 
number products, because then management may organize 
product basis the level immediately below the Vice President. 
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The modern marketing management concept holds greater prom- 
ise profits and growth for American business firms though does 
raise problems both philosophy and operation. These problems are 
not serious limitations the growth the concept but are more mat- 
ter misplaced emphasis the concept developed within the firm. 


PROGRESS DISTRIBUTION APPRAISAL AFTER YEARS 


Malcolm McNair* 
In: Boston Conference Distribution. Boston: Retail Trade Board 
the Greater Boston Chamber Commerce, 1958. pp. 22-27. $5.00 

preparation for these remarks, went back the talk gave 
the first Boston Distribution Conference 1929 for point 
departure: under the general heading retail store management 
appears that the most important task accomplished research 
work, both the department store field and the chain store field, 
the development more economical methods organization and 
operation.” After nearly years, where stand this objec- 
tive? 1929 the gross margin the department store industry was 
33.6% sales and the total expense, including interest, was 32.8% 
for all firms combined. 1957 the gross margin was 36.3% and the 
total expense 34.3%. Certainly over this period distribution costs 
have not been reduced. similar situation exists the chain grocery 
business. Must then concede that marketing less efficient than 
the time the first Conference? Such verdict should not 
inclined accept. 

The question now recognize not whether distribution costs 
too much, but rather whether marketing, defined “the creation and 
delivery standard living,” socially effective. The task 
marketing, furthermore, one which continually grows size and 
complexity. mean achievement that American retail man- 
agement has been able hold percentage operating costs practically 
constant. 

The real triumph marketing has been the development the 
marketing concept the over-all guiding philosophy American 
business management. There has emerged not only the essential “one- 
ness” the marketing task, but also the necessary integration that 
marketing oneness with the entire operation business. the 
very reason this triumph, the marketing scene today characterized 
rapid rate change. Several current marketing trends are (1) 
the development the new mass market both size and purchasing 
power, (2) the great growth productive capacity and the increas- 
ing use long-range planning, (3) the social revolution the mid- 
20th century dubbed “suburbia,” (4) the shifting allegiance 
customers, (5) the profit squeeze management’s struggle pre- 
serve viable balance between the wages paid and the work done 
leading definite constriction profit, (6) the development 


*Lincoln Filene Professor Retailing, Harvard Graduate School Busi- 
ness Administration. 


> 
, 


“new competition” retailing for example, the discount house, 
and (7) the need close the gap between the worker’s output 
distribution and manufacturing. 

Looking behind these trends, what are the forces work? 
seems that there more less definite cycle American distribu- 
tion. The cycle begins with the bold new concept, the innovation. 
the innovator goes along improves the quality his merchan- 
dise and attains greater respectability. Then, successful, comes 
the period growth the period when taking business from 
the established distribution channels that have clung the old meth- 
ods. During this process growth the institution’s capital investment 
increases and its operating costs tend rise. Then the institution 
enters the stage maturity characterized too great conservatism 
and eventual vulnerability, vulnerability the next revolution 
the wheel. Sooner later marketing institutions face the dilemma 
that they must either innovate content fight rear guard 
action. 

conclude this appraisal progress distribution let turn 
briefly some the problems that lie ahead. The problem im- 
proving the mechanical efficiency distribution ever continuing 
one, but the more important problem improve the social ef- 
ficiency distribution. Ever continuing, also, the political problem, 
which inseparable from the problem social efficiency distri- 
bution. The essence the problem keeping the door open in- 
novators and thwarting the efforts those who would seek build 
impregnable wall around the status quo. 

All this fairly familiar ground but there still another prob- 
lem area: moral problems. basic function marketing 
create and deliver standard living, what are the moral implica- 
tions? This the issue: what extent should marketing concerned 
with the good life, with the ideological values western civilization? 
The moral problem area looms for consideration marketing- 
oriented business management the immediate future. 


STRATEGIC SURRENDER: THE POLITICS VICTORY AND DEFEAT 


Paul Kecskemeti* 
Stanford: Stanford University Press, 1958. 287 pp. $5.00. 


Surrender occurs when military engagement war termi- 
nated agreement under which active hostilities cease and control 
over the loser’s remaining military capability vested the winner. 
Surrender means that winner and loser agree dispense with last 
round fighting which would probably rout. Surrender 
then the only rational decision for both the winner and the loser: 


*Social Science Staff, the RAND Corporation; author also Meaning, 
Communication, and Value. 


the winner obtains his objectives without the cost last battle, 
while the loser does not incur unnecessary losses. 

World War II, our stated policy was “unconditional surrender.” 
Such policy was feasible (and applied only the case Germany) 
because was possible through total warfare and siege destroy 
completely the enemy’s retaliatory capacity. When latent strength re- 
mains the enemy’s hands, surrender cannot unconditional, and 
was not World War II. Therefore, determining the appropriate 
political strategy for terminating any future war, necessary 
evaluate the strength that remains the enemy’s hands the terminal 
stage approaches, and assess the costs continuing. 

Four case studies World War surrenders (France, Italy, 


Germany and Japan) illustrate the theoretical points relating stra- 
tegic surrender. 


Since the Franco-British coalition conserved latent strength after 
the rout its land forces being, the Germans had take France’s 
residual bargaining assets into account winding hostilities. The 
Germans’ political objectives the West implied nothing like un- 
conditional surrender, and thus they were ready meet France’s 
minimum conditions arranging strategic surrender. Since Hitler’s 
real interest was German domestic policy, i.e. the establishment 
his own image the infallible leader, the more quickly could 
point cloudless skies, the greater would his prestige. Thus, when 
concluded, the French armistice represented successful bargain for 
both sides. The French salvaged partial sovereignty; the Germans 
avoided time-consuming terminal operations. 


Italy had entered the war the hope profiting from liquidation 
British and French power positions that area. When initiative 
the Mediterranean passed the Allies, only severance the Axis 
coalition Italy made sense. The Allies realized that the Italian 
situation called for something other than unconditional surrender, 
yet concluding meaningless treaty was deemed better than abandon- 
ing this fetish. The position co-belligerency finally reached Italy 
was expedient and moral any policy could have been. What 
have regret that the position was arrived such round- 
about way. The policy unconditional surrender had scrapped 
before the Allies could proceed way consonant with the exigencies 
the situation. The Allies’ refusal pay any political price for 
surrender merely made the job extricating Italy from the Germans 
more expensive one. 

Germany’s strategic surrender, the only strictly unconditional 
surrender World War II, was characterized prolongation 
the terminal stage until further coherent operations were possible. 
The Germans’ terminal objective was liquidate hostilities the 
West, the form unconditional surrender necessary, but the 
same time obtain the tacit acquiescence the Western Allies 
their continuing resistance the East. was expected that the Western 
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Allies would find this policy attractive because they had every reason 
oppose Russian penetration into Central Europe. The Western 
Allies, however, steadfastly resisted all temptation countenance this 
limitation the war one front. Nothing was allowed interfere 
with the unique objective defeating the enemy. 

Japan’s defeat the hands the United States was foregone 
conclusion. Japan, however, possessed capital bargaining asset that 
Germany and Italy lacked: strong residual force. Such capabilities 
are apt induce the winner make political concessions for sur- 
render. the end, Japan was able trade the surrender her 
residual force for political concession, the sparing the monarchy. 
But this outcome was reached only after considerable policy struggle 
which resulted the United States scrapping their basic concepts 
non-negotiation, and non-recognition the enemy government 
the legitimate custodian national sovereignty. 


The Japanese would have surrendered without being bombed, 
the United States had clearly declared its readiness retain the 
Emperor; the absence such declaration, the atomic bomb was 
needed make them surrender the same terms. The basic flaw 
the Allies’ terminal policy toward Japan was defect doctrine. 
All terminal resistance was regarded necessarily incompatible with 
the enemy’s awareness his strategic defeat. This conviction would 
not have prevailed the nature the problem obtaining sur- 
render, distinct from that achieving defeat, had been realized. 

safe assume that future armed conflicts will not domi- 
nated the strategy that determined the character World Wars 
and II. The destructiveness present and future weapons such 
that strategic decisions can longer center upon gradual wearing 
down the enemy’s mobilizable potential. The worst strategic out- 
come full-scale nuclear warfare will longer defenselessness but 
utter destruction the entire society perhaps both sides. 


The emergence nuclear weapons rendered questionable the 
compatibility victory with the waging total war. The new 
weapons are destructive that, they are used their full limit, 
the losses must far outweigh any political advantage derived from 
victory. The concept strategic victory will meaningful the 
future only non-total wars, i.e. wars that end before significant 
part the destructive potential both sides has been put use. 

dealing with the political problem securing settlement 
the basis partial nuclear operations, the winner must take into 
account the loser’s ability unleash last orgy destruction. This 
implies that non-total nuclear war, the final political payoffs must 
moderate. The logic the situation cannot entail political terms 
based monopoly armed strength one side, with the other 
side reduced defenselessness. Though the loser may not prefer 
suicidal last battle surrender, the possibility enough make 
insistence total surrender prohibitively risky for the winner. 
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The major political implications the new strategic situation 
brought about the emergence nuclear weapons may formu- 
lated follows: powers may seek survive the nuclear age, either 
going extremes malevolence drastically limiting their 
expectations gain from the application armed power. Adjusting 
the new conditions bound particularly difficult for the 
United States that both the available alternatives are diametrical- 
opposed traditional American political attitudes. Systematic 
malevolence alien the American make-up overblown emo- 
tional expectations unlimited gain are congenial it. 


rule out the inhuman solution, then must act the 
other alternative for survival. shall have revise some our 
deeply rooted traditional attitudes, such our rejection compromise 
and our faith extreme, ideal solutions when the chips are down. 
the past, these propensities served well some respects and 
played nasty tricks others. the future, they can only render 
impotent deal with political reality, and thus jeopardize our very 
survival. 


Comment: There are two main reasons executive would enjoy 
this book. First, always pleasant read book that has been 
vilified high places people who haven’t read it, and find 
one’s self uncontaminated the experience. Second, the book 
good supplement hobby which has special fasci- 
nation and value for businessmen. This the study what might 
called the policy and administrative problems World War 
Not only the subject matter fascinating, but discerning reader 
will learn more about administration, and gain more insights into the 
essence its problems from reading Churchill, Eisenhower, recently 
Montgomery, and the Germans well, than from any equally in- 
teresting source. 


history, the book offers case studies the French, Italian, 
German, and Japanese surrenders. food for thought and argument, 
the book offers such speculations as: What would have happened had 
the coup against Hitler succeeded, and all German Armies west 
the Russian front surrendered the Western Allies? thesis, 
the budding science strategy, the book offers perhaps the most 
provocative thought all: Not only was our “unconditional sur- 
render” policy disadvantageous both and the enemy, but 
future wars particularly nuclear wars giving taking form 
surrender the right time and under the right terms may better 
than fighting and even achieving eventual “unconditional” victory. 

country Boulwaristic ours its external relationships, 
this seems like heresy. That the Federal Government should have sub- 
sidized the study seems even worse. Both judgments would too 
hasty. The book itself defends against the heresy charge: would like 
defend against the second. 
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Strategic Surrender Rand Corporation Research Study, and 
Rand Corporation owes its existence the Air Force. Hence 
the tie government money. Rand primarily research organiza- 
tion and tends largely toward basic research problems interest 
and significance defense policy and strategy. one grants the 
premise that our survival depends something more than prowess 
the physical sciences, then Rand’s nonphysical science divisions have 
their justification. Furthermore, has that would grace 
any university, and quality output that could not otherwise 
achieved. 

However, even today sometimes forgotten that one can com- 
mission research but not results. The present study is, sure, part 
absolutely essential program that not only planning for 
defense but planning rationally for peace that would follow new 
war. The cost holding the Morgenthau Plan for the agrarianiza- 
tion divided Germany, our assumptions concerning the 
Chinese, should apparent now make this proposition ob- 
vious. planning for peace, the United States might well break an- 
other tradition and assume that future war will not fought like 
the most recent past war. The study should, specific, proceed 
the assumption either nuclear war and high probability devasta- 
tion our country, war limited both geographical scope and 
use weapons. The book does this with intelligence and moderation. 

Returning the subject reading this general field hobby 
with dividend, business reader will find here easily grasped il- 
lustration the way thinking modern game and strategy theo- 
rists. Basically, the thesis the book developed from assessment 
the costs and gains alternative policies, and estimation 
which alternative promises the highest net gain. stated, would 
seem there nothing new about the methodology; this may well 
the case, but systematic applications are still fairly rare. any event, 
the book provides good insight into the policy-making process, and 
analogies business situations are not hard come by. Much what 
the author says modern day warfare could equally said price 
wars steel strong hold-the-line wage policy the automobile 
industry: Over time, all have become low net-gain alternatives. This 
concept can explain, not justify, great deal. Just one can learn 
about human relations from reading Montgomery, leadership from 
Churchill, and coordination from Eisenhower, one can learn about 
the pure problems policy, strategy, and tactics from this book. 
Paul Cook, Jr., Assistant Professor Business Administration. 


For several weeks have been gathering notes for 
spread" the literature relating the 
Administration research activities within industry. 
From the telephone, mail and personal inquiries Baker 
Library's Reference desk over the past few years, 


knew that executives were deeply concerned about the 
problems centering around research administration. 
There has been continuous demand for guidance: how 
should projects checked and evaluated? How are 
costs controlled? Who prepares budgets? How can 
avoid duplication? What about incentives, research 
freedom, identification researchers with 
ment? and went the questions. 

Then last week spotted outstanding list 
suggested readings for those interested research 
administration. 

This list was prepared two experts the field: 
George Bush and Lowell Hattery both Professors 
Public Administration, American University, who have 
conducted studies and have published the field 
administration research. The list which follows 
was first published Industrial Laboratories for 
April 1958 (Published the Industrial Laboratories 
Division Relyea Publishing Company, Wells 
Street, Chicago, Illinois, and reprinted here with 
their permission; was also reprinted Personnel 
Administration, November-December 1958, Society for 
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Personnel Administration, 5506 Connecticut Avenue, 
W., Washington, C.). 

The Bush and Hattery list includes books only. But 
another excellent guide which cites periodical articles 
appeared the Harvard Business Review for May-June 
Professor Industrial Management, Albert 
Rubenstein. The Rubenstein list marked its in- 
clusion many outstanding magazine articles, 
government documents, proceedings, etc., and, like 
Bush Hattery, Professor Rubenstein has selected 
readings with discretion and through short, succinct 
annotations has evaluated pieces listed. Both are 


excellent lists! 


SUGGESTED LITERATURE FOR RESEARCH ADMINISTRATORS 
Bush and Lowell Hattery 


some types enterprises such manufacturing, transportation, and 
public administration, systematic body literature has developed over 
period half century which has become large degree common body 
knowledge and common operating method for persons professionally trained 
management our colleges and graduate schools business 
administration. 

The research administrator, the other hand, has usually been trained 
science and engineering schools without introduction the science and 
art management. matter fact, the culture which develops 
often leads him adopt negative attitude toward management and ad- 
ministrative processes. Yet the growth research and development activity 
has cast many such men into responsible administrative posts which are 
many ways more complex and more demanding than counterpart positions 
manufacturing other type organization. For, although there 
thread similarity the administrative process wherever occurs, there are 
also significant differences between the administration research and the 
administration manufacturing, sales, service enterprises. 

Effective organization research and development has been matter 
major concern for about fifteen years, dating from the increase activity 
generated World War II. With the continued and intensified interest 
research during the post-War period, problems staffing and managing re- 
search and development activities became more critical. This was especially 
evident military and related research but the impact was felt throughout 
scientific and engineering research. 
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Events late last year, which made more clear the intense and critical 
competition technological progress the East and the West, have brought 
many persons for the first time the fact that research and development ac- 
complishment does not come automatically our contemporary complex 
environment. achieve even the minimum goals national defense need 
research administration which provides systematic planning, effective mar- 
shalling personnel resources, coordination the activities many, informa- 
tion indexing, retrieval and exchange, financial support, protection the 
scientist’s individuality and opportunity for creative activity, and many other 
conditions which the responsibility administrators provide. 


Despite the recency the surge organized scientific research and de- 
velopment, there impressive body literature available. Although most 
items have been published since 1950, useful and suggestive discussion 
research administration was published 1920 the Path Science 
Kenneth Mees, who reported the results his experience director re- 
search for Eastman Kodak Company. addition the literature which 
oriented specifically research administration, there are works administra- 
tion which are sufficiently universal their concepts and application that they 
can read and digested profitably the research administrator. 


The authors have compiled recommended bookshelf twenty-four vol- 
umes which should fundamental and continuing value the professional 
research administrator. Selections have been made the basis their direct 
usefulness managing research activity. Therefore, works such significant 
areas the psychology human relations, manpower problems, and opera- 
tions research have been deliberately omitted. brief annotation given for 
each book, additional guide the reader and help rationalize its 
selection. Two books edited the authors are included and this might seem 


presumptuous. However, the contributions these books are predominantly 
from the writings others. 


addition books, there rapidly accumulating body periodical 
and pamphlet literature. The Bibliography Research Administration, pub- 
lished 1954, contained 1100 items. The research administrator who wishes 
extend his reading pursue specialized interest more intensively will want 
explore these sources. has seemed justifiable, however, restrict the 
recommended books core most important reference books. 


The recommendations, with annotations, are listed alphabetical order 
and numbered. additional reference guide they are classified subject. 


book contains significant material more than one subject classifica- 
tion, cited each. 


Subject Classification and Reference Number 


General administration Planning, scheduling and coordination 

Research process Communication and research aids 

12, 15, 23, Staffing and professional development 
Budget and finance 10, 11, 14, 

Organization and management 10, 

10, 11, 15, 18, 19, 10, 18, 22, 


q 


Recommended Books 


(1) Anthony, Robert N., Management Controls Industrial Research 
Organizations. Boston: Division Research, Graduate School Business 
Administration, Harvard University, 1952. 537 


study control practices industrial research organizations. The 
central problem find “the proper balance between freedom the labora- 
tory level and direction from the top.” 

The rugged individualist research tends resent any type control, 
but where large sums money are being spent some accountability expected 
and some management control necessary. This especially true industrial 
research, toward which Anthony’s book slanted. presents the thesis that 
industrial research must managed, and proceeds study the control prac- 
tices found number industrial research organizations. philosophizing 
upon the results, the author dwells upon the central problem finding “the 
proper balance between freedom the laboratory level and direction from 
the top.” the consciousness this central problem which makes the con- 
tribution this book significant. 


(2) Beveridge, William B., The Art Scientific Investigation. New York: 


Norton and Co., Inc., 1951. 171 pp. Also London: William Heine- 
mann, Ltd., 1950. 171 pp. 


analysis the methods which discoveries have been made, order 
deduce and state simply many guiding principles research possible. 
Among subjects treated are experimentation, chance, hypothesis, difficulties, 


strategy and the attributes the successful scientist. Useful understanding 
the research process. 


(3) Bichowsky, Russell, Industrial Research. Brooklyn: Chemical Pub- 
lishing Company, Inc., 1942. 126 pp. 


The last four chapters this book deal with administrative problems: 
research for the small company, place research company organization, 
equipment the laboratory, and technical control the laboratory. The 
author known for his frankness and for his forcibly expressed opinions with 
reference the research administrator. 


(4) Bush, George P., Bibliography Research Administration Annotated. 
Washington: University Press Washington, C., 1954. 146 pp. 

Selected references for both the student and practitioner research and 
development. The bibliography directed those concerned with govern- 
ment and industrial research all levels. Eleven hundred references from 
both periodical and book literature are arranged eight divisions the sub- 
ject. Includes author index and detailed topical index. 


(5) Bush, George and Lowell Hattery, Editors, Scientific Research: 
Its Administration and Washington: The American University 
Press, 1950. 190 pp. 


collection informal statements outstanding practitioners the field 
research administration and organization. Includes chapters each the 
following topics: research organization, the administrative process the re- 
search organization, research personnel, aids research, and research product. 


Contributors are Norman Ball, Henry Barton, Lawrence Bass, Edward 
Condon, Robert Curry, Hugh Dryden, Charles Good, Lawrence 
Hafstad, Wilson Harwood, Alfred Hausrath, Milton Havron, George 
Irving, Jr., Henry Martin, Eugene Scott, Ralph Shaw, Albert 
Siepert, Robert Stegmaier, Jr., Robert Stewart, Trullinger, 
Trytten, Dwight Williams and Raymund Zwemer. introduction and 
summary are contributed the editors. 


(6) Bush, George and Lowell Hattery, Editors, Teamwork Research. 
Washington: The American University Press, 1953. 191 pp. 


This volume explores approach major problem present-day 
research maintaining creative scientific activity high level group 
research. Contents include chapters nature research teamwork, organi- 
zation for teamwork, personnel factors, aids teamwork, case examples and 
evaluation. Howard Meyerhoff the introduction says book breaks 
new ground.” Contributors are Robert Curry, John Curtiss, Albert 
Daggett, Ralph Gibson, David Hertz, Frank Howard, Ralph 
Meader, Thornton Page, George Pettee, Edwin Pike, Addison Roth- 
rock, Eugene Scott, Albert Siepert, Howard Tolley, Merle Tuve, 
and Lawrence Wallace. introduction and summary are contributed 
the editors. 


(7) Drucker, Peter F., The Practice Management. New York: Harper 
and Brothers, Publishers, 1954. 404 pp. 


The nature and functioning managerial talent business enterprise. 
analysis made the management policies selected corporations, 
including Sears, Roebuck and Company, International Business Machines 
Corporation, American Telephone and Telegraph Company, General Motors 
Corporation, Ford Motor Company and Chrysler Corporation. 
bibliography included. The author well-known for his broad viewpoint 
management, particularly personnel management. 


(8) Freedman, Paul, The Principles Scientific Research. Washington: 
Public Affairs Press, 1950. 222 pp. Also London: Macdonald and Company, 
Ltd., 1949. 


This book was written for young people entering the field research. It: 
assist the period “learning experience.” second emphasis 
upon research administration, key which the author’s statement that 
hopes all such administrators will learn the essential lesson that scien- 
tific research far removed from the ordinary run business business 
far removed from, let say, the arts and particular interest 
the research administrator are two chapters planning research and 
one organization. 


(9) Furnas, Clifford C., Editor, Research Industry: Its Organization and 

Management. New York: Van Nostrand Company, Inc., 1948. 538 pp. 

comprehensive publication which covers all the problem Written 

top research administrators specialists. practical book the order 

handbook for those engaged the management research. pioneer- 
ing work this field which has continuing usefulness. 
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(10) Hertz, David B., The Theory and Practice Industrial Research. New 
York: McGraw-Hill Book Company, Inc., 1950. 385 pp. 

This study undertakes isolate the elements the research process and 
then construct industrial research methodology. pioneer work the 
field industrial research. Particularly useful research administrators 
the chapter “Internal Relationships the Research Group.” 


Laboratory Administration. New York: St. Martin’s 
Press, 1956. 392 pp. 


introduction the art science laboratory management. The book 
addressed senior scientists. The author intends this book apply the 
usual phases management for scientific laboratories which employ more 
than 200 persons. concerned with such subjects leadership, the use 
staff, personnel, training, management, information and reporting, budget and 
finance, evaluation research, aids research, research facilities, and patents. 
bibliography distributed about evenly between British and American 
references. 


(12) Killefer, David H., The Genius Industrial Research. New York: 
Reinhold Publishing Corporation, 1948. 263 pp. 
treatise the technique research and selected factors determining 
the success research. Examples research methodology are presented. 


(13) Learned, Edmund Ulrich, and Booz, Executive Action. 
Boston: Division Research, Graduate School Business Administration, 
Harvard University, 1951. 218 pp. 

This book study the problems which executives face trying 
achieve effective coordination the top level well among the various 
parts industrial enterprise. Suggestions for executive policy and action 
are based survey methods industrial organizations. Case 
Dr. Shaw: Refusal Cooperate” (pages 162 ff.) example the ap- 
plicability this book the research field. 


(14) Livingston, Robert and Stanley Milberg, Editors, Human Re- 
lations Industrial Research Management. New York: Columbia Uni- 
versity Press, 1957. 418 pp. 


collection papers from the Sixth and Seventh Annual Conferences 
Industrial Research, Columbia University, 1955 and 1956. The selections 
are arranged five parts: The Expectations and Jobs Research, The Indi- 
vidual and the Research Job, Research Organization and the Management 
Jobs; Some Aspects Human Relations, and Managerial Technologies. 
Includes selected bibliography. 


(15) Mees, Kenneth and John Leermakers, The Organization 
Industrial Scientific Research. Second edition. New York: McGraw-Hill 
Book Company, Inc., 1950. 383 pp. 

This comprehensive book bears little resemblance the original volume 
printed 1920. results from studies seven large industrial laboratories 
and their management problems. Mees’ long experience director research 
for Eastman Kodak Company reflected the latter part the book which 
entitled Organization and Operation Industrial Laboratories.” 
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(16) Metcalf, Henry and Urwick, Editors, Dynamic Administration: 
The Collected Papers Mary Parker Follet. New York: Harper and 
Brothers, 1947. 


This well-known book the field organization and management 
included because three chapters which should useful the research 
director: Giving Orders,” Psychology Consent and Participa- 
tion,” and “Leader and Expert.” These papers express profound philosophy 
which through the years has become well-known among administrators 
many fields enterprise. 


(17) Pigors, Paul and Charles Myers, Personnel Administration: 
Point View and Method. Third edition. New York: McGraw-Hill 
Book Company, Inc., 1956. 711 pp. 


This standard book personnel administration was written two pro- 
fessors the Massachusetts Institute Technology and used classes for 
scientists and engineers. The book not catalog techniques. The emphasis 
human relations “point view” personnel administration. 


(18) Price, Don K., Government and Science. New York: New York Uni- 
versity Press, 1954. 203 pp. 

discussion the dilemma which has arisen between the traditional 
freedom the scientist and the imperious demands government. The prob- 
lems which are analyzed include research contracts, security, advisory boards, 
the governmental research hierarchy and lines authority, and the role 
Congress. Since much research and development based governmental 
contracts, the research administrator industry faced quite frequently with 
the problems which are discussed the author. 


(19) Rubenstein, Albert H., Editor, Coordination, Control, and Financing 
Industrial Research. New York: King’s Crown Press, 1955. 429 pp. 


Twenty-eight papers delivered Fifth Annual Conference Industrial 
Research, 1954, with selected papers from the Fourth Annual Conference, 
1953. The book treats various aspects control and economics. Clinical ses- 
sion discussions related topics are included. 


(20) Seckler-Hudson, Catheryn, Organization and Management: Theory 
and Practice. Washington: The American University Press, 1955. 324 pp. 


“The primary purpose this volume present systematic and critical 
analysis the principles and processes organization and management 
they are found large establishments.” While the emphasis this volume 
placed primarily upon public management, attention has been directed 
top management and other levels responsibility any organization. 
especially useful mature students and persons with administrative experience. 


(21) Simon, Herbert A., Models Man: Social and Rational. New York: 
John Wiley and Sons, Inc., 1957. 287 pp. 


series “mathematical essays” designed “set forth consistent 
body theory the rational and nonrational aspects human behavior 
social setting.” The value the book for the research administrator lies 


the theoretical framework which presented the several essays which 
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range widely their substantive treatment. provocative exploration 
the nature man organization. 

The essays are arranged four groups: (1) essays concerned with inter- 
personal influence and the underlying concept causation required for the 
operational definition influence; (2) essays concerned with interaction 
processes social groups; (3) essays concerned with “the decision belong”; 
(4) essays concerned with the nature human rationality, and the interaction 
rational and nonrational human decision making. 


(22) Congress, Organization and Administration the Military Re- 
search and Development Programs. Hearings before Subcommittee 
the Committee Government Operations, House Representatives, 83rd 
Congress, 2nd Session, June 8-24, 1954. Washington: Government Printing 
Office, 1954. 710 pp. 


Known the “Riehlman Report,” this set hearings resulted from 
elaborate and detailed inquiry the organization and administration mili- 
tary research and development programs. The volume contains 
letters, and other data from several competent scientists and from responsible 
military administrators whose duties relate research and development pro- 
grams. Turnover research personnel, dual status systems, salary rates, 
position structure are explored. Since much research and development 
conducted under contract for the Department Defense, important 


the research administrator aware many the matters brought out 
these hearings. 


(23) Wilson, Bright, Jr., Introduction Scientific Research. New 
York: McGraw-Hill Book Company, Inc., 1952. 375 pp. 


basic explanation the general principles, techniques, and guides for 
procedure which successful investigators various fields science have found 
helpful. Considerable attention given bench methodology. 


(24) Woodling, George V., Inventions and Their Protection. Second edition. 
New York: Clark Boardman Co., 1954. 495 pp. 


The research administrator has important and complex responsibility 
the field patent protection for the products his own research organiza- 
tion. This book treats preparation patent disclosures, rights inventors and 
employers, requirements patentability, analysis patent claims, patent 
infringement, assignments and licenses, and trademarks and requirements for 
registration. This book was conceived protection the researcher and 
his inventions. 
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THE UGLY AMERICAN William Lederer and Eugene Burdick* 


New York: Norton and Company 1958. 285 pp. $3.75. 


fictional sketches “based fact” about the United States 
Foreign Service overseas. have never presented abstract 
such book before. Frankly, doing now has created prob- 
lems: the staff The Executive made several attempts pre- 
pare abstracts individual sketches all highly unsuccessful. 
found impossible follow our usual methods without de- 


stroying the spirit the book; therefore have chosen 
present the authors’ own words, parts the last section: 
Factual Epilogue.” While the epilogue not written the 
same style the rest the book, does underline the intent 
the authors. the comment which follows the abstract, Profes- 
sor Donham tells why strongly believes that busy executive 
should take time read this novel. 


easy time great events overlook one the hard 
facts history: nation may lose its power and integrity slowly, 
minute particles. believe that nuclear cataclysm unlikely, but 
that our free life well may lost succession bits and fragments. 

The roster our ambassadors throughout the world bears out the 
fact that too often personal wealth, political loyalty, and the ability 
stay out trouble are qualities which outweigh training the selec- 
tion ambassadors. 

the past two years there has been least one strong anti- 
American press campaign every capital city Southeast Asia, and 
most these capitals the American Ambassador was unable read 
the local papers. 

estimated nine out ten Russians speak, read, and write the 
language before they arrive station. The entire functioning staff 
Russian embassies Asia Russian, and they all speak and write 
the language the host country. 

the American embassies the servants, messengers, telephone 
operators, and interpreters are locally hired. is, course, maxim 
espionage that one the most useful agents the planted employee. 

Too many the Americans are found concentrated the 
capital cities, while there were almost none out the countryside. 

For years both and our allies have put much expensive effort 
trying ferret out advance the Communist plan for both tactical 
maneuvers and great conquests. Yet, during the struggle Indochina 
the authors could find American (or French) military civilian 

*Captain William Lederer was special assistant Admiral Felix 


Stump the Pacific. Eugene Burdick Assistant Professor Political Theory 
the University California and author also The Ninth Wave. 


also appeared serial form The Saturday Evening Post October 
11, 18, 25, November 
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official who had read, even studied précis of, the Communist 
operation plan contained The Selected Works Mao Tse-tung. 

his remarkable work Mao, one the brilliant tacticians our 
time, analyzes almost every campaign and battle which his Red 
Armies fought. dissects every defeat (very few) and most victories, 
and explains what they taught him. doing lays down 
pattern strategy and tactics which the Communists Southeast 
Asia have followed undeviatingly. 

The battles which led Dien Bien Phu were classic examples 
the Mao pattern. And yet our military missions advised, and the 
French went down defeat, without having studied Mao’s writings. 

Whatever the reasons, our overseas services attract far too few 
our brightest and best qualified college graduates. The most recent 
recruiting pamphlet issued the State Department describes salaries, 
living conditions, perquisites, and benefits. But does not have 
single word which indicates the work will demanding, not single 
word indicate that are locked quiet struggle around the 
world and that the recruits will part that struggle. 
pamphlet designed attract mediocrities. 

Most American technicians abroad are involved the planning 
and execution “big” projects: dams, highways, irrigation systems. 
The result that often develop huge technical complexities which 
someday may pay dividends but which this moment Asian 
development are neither needed nor wanted except few local 
politicians who see such projects means power and wealth. 
Technicians who want work smaller and more manageable proj- 
ects are not encouraged. 

not need the horde 1,500,000 Americans mostly 
who are now working for the United States overseas. 
What need small force well-trained, well-chosen, hard- 
working, and dedicated professionals. They must willing risk 
their and some their health. 

the only price are willing pay the dollar, then might 

well pull out before we’re thrown out. 
Comment: The hard-pressed businessman may say that has time 
for novels, and may right. However, can and must find time 
for book based hard, terrifying facts which prove beyond dis- 
pute that what going 12,000 miles away will have permanent 
influence his business and his way life. 

parochial sense this book eye-opener those who would 
business Southeast Asia. The needs this part the world, 
satisfaction which can bring business profits, are not met 
grandiose engineering and public works projects, nor are they 
met establishing “showcases” private capitalism. Our economic 
efforts must scaled level suitable the talents and abilities 
the local people. The Ugly American’s “Jeepo-Atkins Company, Lim- 
ited” which utilized native ingenuity solve pressing local need 


example private capitalism work with profit and social gain 
all concerned. 

There is, however, much bigger and more pressing reason why 
businessmen should read this book. realize that has become almost 
trite say that this now “One that cannot live 
geographical vacuum, that have global responsibilities. Yet 
these phrases become more meaningful the context this book, 
perhaps because written the novel form. firmly convinced 
that most readers will acquire more genuine understanding through 
this book not only our problems, but also how meet them, than 
through the reading host panegyrics about the State Depart- 
ment and our foreign service the brothers Alsop. Most realize 
that have passed, our war with Communism, from armaments 
race economic warfare. Too few us, seems me, yet 
appreciate that the economic struggle will determined the battle 
for men’s minds and hearts and souls. 

There increasing tendency many parts the world 
criticize our President and our Secretary State for being “too moral”. 
And the criticism has justification long our moral pronouncements 
take the attitude the Pharisee (Luke: 18, 9-14) thanking God 
that are not like other men. part the result our sense 
moral superiority that are losing our battle against Godless Com- 
munism. Our great heritage the Christian Ethic from which 
should drawing strength based our belief human dignity, 
the equal rights men, the transcendency the individual spirit 
and most importantly, the humility the publican who said, “God 
merciful me, sinner.” Yet the utilization and practice 
this heritage that the battle will won. 

The great message this book for all Americans comes new 
awareness that the troops the battle must composed men, both 
inside and outside the government, with minds first rate ability, with 
hearts filled with compassion and understanding, and with souls dedi- 


cated the greater glory God. Paul Donham, Associate Professor 
Business Administration. 


WARNING SIGNS ADMINISTRATIVE FAILURE Raymond Brown* 


In: Tools and Techniques Modern Management. Urbana: Bureau 
Business Management, College Commerce and Business Adminis- 
tration, University Illinois, 1958. pp. 56-60. 


Effective administration has proved most necessary element 
the highly developed and complex environment which moderns 
have created for ourselves. The growing demand for competent 
administrators has created manhunt immense scope. Naturally, 
manhunt calls for description the person being sought. However, 
possession the proper traits and skills not itself sufficient. 


*Superintendent, University Chicago Clinic. 


their appropriate use the administrator that determines the degree 
administrative success. 

Since attempt define proper administrative behavior requires 
the inclusion many elements ordinary good behavior, new and 
useful information may gained reversing the usual approach and 
examining some the behavioral characteristics the ineffective 
administrator. One the commonest characteristics ineffective 
administration the tendency attempt only perfect solutions instead 
those that can accomplished. the one extreme may mean 
that improvements are never undertaken because the ideal solution 
isn’t currently available possible. the other extreme may 
mean that the action undertaken too radical and the organization 
subjected turmoil and violent upheaval. The successful adminis- 
trator, contrast, must determine his goals and evaluate the opposi- 
tion them. This permits him maintain constant pressure toward 
the desired ends without allowing the pressure explode into open 
break. also makes him willing accept and attempt alternatives 
they move toward the ultimate objective. 


opposite characteristic equally conducive ineffective 
administration: the urge act from expediency. Perhaps requisite 
istrative reaction. Without consistency decision making the top 
level there basis for predicting administrative wishes other 
levels the organization, thus imposing intolerable burden those 
who must keep step with the leader. 

The obsession win represents another serious handicap 
administrators. The administrator should consciously develop the 
ability lose point gracefully. The obsession win all costs 
the single largest deterrent full participation colleagues and 
subordinates. Permitting colleagues participate decision making 
permits pretesting decisions and ideas exposing them the 
scrutiny those who will have use them, thus ensuring support 
instead sabotage. 

High among the factors that contribute ineffective administra- 
tion the tendency classify everything black white. This fault 
denies the fact that the administrator’s task discriminate between 
acceptable alternatives more often than between right and wrong. 

The failure maintain impersonal status the organization 
can prove serious handicap the administrator. Personal 
relationships that inhibit detached evaluation and frank criticism rep- 
resent disservice all concerned. The rules fair play are applied 
more strictly the administrator than anyone else and these rules 
require that person told where stands and why. 

The attempt this paper has been emphasize the importance 
behavior contrasted with segmentized skills and traits. Adminis- 
tration requires many various skills but they are effective only the 
extent they are integrated into balanced practice administration. 


AMERICAN DEMOCRACY AND THE PEOPLE’S MONEY Gooch* 


The Virginia Quarterly Review, Vol. 34, No. Autumn 1958, pp. 
481-500. 


Amongst aphorisms which though much worn are well worn 
the dictum that sound principle may abused well properly 
used. highly important example such criticism the matter 
control public expenditure. 

the context the American governmental system, there 
easy answer the question where responsibility rests for the 
accuracy estimated expenditures. The initiative belongs the 
President and his alter ego, the Bureau the Budget. the “re- 
views” which the requests the spending agencies are subjected, 
that the Bureau the Budget undoubtedly essential. Criticism 
its shortcomings, which deserve attention proportionate the tech- 
nical knowledge from which proceeds, basis not for its elimina- 
tion but for its improvement. Necessity for the second “review,” the 
one Congress, more arguable. 

Experience does not suggest that the representatives the people 
are the most effective guardians the public money. The constitu- 
tional tenet that the laying and spending taxes must approved 
the legislative assembly does not impose obligation such 
assembly undertake detailed scrutiny the matter expenditures. 
Tradition cannot obscure the fundamental distinction between initia- 
tive and ultimate control. The important principle that control need 
not operate busily operate effectively is, however, far from generally 
accepted. 

Any serious re-examination budgetary procedure ought be- 
gin with forceful assertion the proposition that the expenditure 
side national budget primarily declaration governmental 
policy. advocacy expenditure and opposition are reality 
based support hostility the policy involved, the conclusion 
naturally follows that the most interesting debates will those 
political philosophy. any debate concerning the most desirable 


*Professor Political Science, University Virginia; Advisory Editor, 
The Virginia Quarterly Review. 


strength national armament, pacifist and militarist will mani- 
festly take different positions; but the issue between them obscured, 
not clarified, discussion terms money. 

The suggestion that budgetary reform should begin confining 
appropriations debate discussion matters policy may well seem 
case beginning the end. However, this accomplished, re- 
form steps that are temporally prior floor discussion should fall 
with relative ease into place. The first result this basic alteration 
would that the course discussion Congress opportunity for 
direct modification the details budget estimates would essen- 
tially disappear; and the second consequence would that reason for 
the present kind detailed consideration committees would logi- 
cally eliminated. 

The question why the executive could not trusted 
thorough job preparation public expenditure proposals certain 
encounter answers based traditional distrust the legislature 
the executive. The view will die hard that the Bureau the 
Budget the instrument through which the spenders “gang up” 
economy-minded Congress. the long run the hope that belief 
that staff agency, the Bureau the Budget, the best guardian the 
treasury, acceptance the essentially political character proposals 
expenditure, substitution legislative-executive relations co- 
operation for hostility will, because their sheer reasonableness, come 
accepted. 


AMERICAN MANAGEMENT AND LABOR 


the February Texas Quarterly (Vol. No. pp. 31-41) Hines 
Baker presents management’s argument America’s most critical 
problem human groups. the Spring issue (Vol. No. pp. 110- 
126) Walter Reuther presents the case for labor. 


Labor and Management Hines Baker* 


The employer and the employee are bound together strong, 
natural common interest. They are both integral parts business 
organization. Their work gives them common objective. Between 
them there fundamental, irreconcilable conflict. 

the employer has responsibilities assume and discharge 
this relationship, does the employee. The employee’s responsibility 
includes devotion the enterprise and loyalty its objectives, 
cooperative attitude, full day’s work for full day’s pay, and 
recognition and respect for the rights, functions and responsibilities 
management the conduct the business. 


*Executive Vice President and member the Executive Committee, 
Standard Oil Co. 


Management today fully recognizes the right and desirability 
employees bargain collectively through bargaining agencies unions 
their own choice. They definitely have place our industrial 
order. This place, however, must not one undue power. 


One our firmest American traditions distrust power, 
matter who wields it. Any abuse power will inevitably produce 
reactions neutralize that power. One alternative governmental 
restraints resulting from aroused public opinion sensitivity that 
opinion accompanied the exercise self-restraint. 


One obvious issue involving the abuse power organized 
labor that concerning the various forms compulsory unionism. 
“Right Work” laws, already operative number states, pro- 
vide some clear testimony that the public becoming impatient with 
such compulsory The guiding principle which should 
recognized here respect for the freedom the individual. Unions 
need substitute some means other than coercive rules win and 
keep members. 


The organization national and international unions trades 
and industries, and their federation into giant combinations repre- 
sent great part all the industrial workers the union, particularly 
when supported compulsory union membership and the check-off 
system, brings about monopoly power beyond anything dreamed 
the organization industry. There now need prevent gigantic 
labor union monopolies, and control the concentration labor 
union power the same way that industrial monopolies 
vented and undue concentration power through industrial combina- 
tions controlled. 


Another problem that the nation facing today which most 
urgently points the need for cooperative employer-employee rela- 
tionship inflation. Considering that wages and benefits have in- 
creased much more rapidly than over-all productivity, would seem 
reasonable and wise for labor unions exercise restraint their 
demands for further wage and benefit increases. 


These then are what seem the vital issues the labor- 
management field. First, there the ever-present need recognize 
fundamental community interest between the employer and the 
employee, and for each meet the responsibilities involved this 
relationship. Second, advance their common interests, there need 
seek return more direct dealings between employees and em- 
ployers, through the adjustment the power exerted great federa- 
tions unions and allowing the individual employee freedom 
decide whether join continue member union. Third, 
the most currently pressing area which employer and employee can 
work advance their common interest fighting inflation, which 
can best done striving raise the productivity labor and 
restrain demands for wage and price increases. 
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Organized Labor Walter Reuther* 


have learned that all the basic values challenge free 
people are indivisible character; you cannot make them secure for 
yourself except working with others make them universal. Be- 
cause America the strongest the free nations, have become 
the custodians world freedom, and must begin assume respon- 
sibilities comparable the favored position occupy. 


are trouble first all because have failed recognize 
that America has growing and serious educational deficit. Editorials 
written the early days America reveal that the same selfish eco- 
nomic groups who fight against every social step forward today, that 
day, were resisting free public education. 

cannot meet the challenge Communism unless start 
here. You cannot find anyone opposed education, but the measure- 
ment how you feel how deep you are willing dig your pocket 
pay taxes make possible. 


must also consider our economic commitments the world. 
the struggle between freedom and tyranny, military power only 
the negative aspect dynamic foreign policy. The real struggle for 
the minds men has waged terms the positive struggle 
against poverty and hunger and human desperation. You cannot make 
peace human freedom secure world where half the people 
are hungry. 


America now equal the challenge. mobilize our poten- 
tial abundance, will able carry forward realistic approach 
the struggle against poverty and hunger from which Communism 
builds its power. Yet the uncommitted people the world will not 
judge our material wealth, but the way which our civiliza- 
tion translates that wealth into basic human values. 


Collective bargaining not the only tool, but one the most 
important democratic economic tools that free people can use 
equate material wealth with human values. Labor and management 
relations get right down the nub this problem. Our productive 
economy geared abundance. The problem don’t know how 
distribute what make. 


There are six principles which labor and management ought 
apply the bargaining table meeting this problem. First, freedom 
indivisible value. You cannot have free management without 
free labor and vice versa. The second principle concerns the very diffi- 
cult task raising collective bargaining above the level struggle 
between competing economic pressure groups. Third, free society 
there are legislative governmental substitutes for the voluntary 
discharge basic responsibility. Four, need recognize that 
society free men you get industrial peace and economic stability 


President, 


collective bargaining rests upon foundation economic and social 
justice. fifth point that collective bargaining should based 
upon economic facts and not upon economic power. sixth that 
collective bargaining free society must based upon single 
set economic and moral standards. 

have not yet found way get people understand that 
create abundance, must find way share among the three 
basic groups involved the industrialist, through higher profits; the 
wage earner, through higher wages and more leisure; and the con- 
sumer, through lower prices and better product. are trouble, 
then, because expand production and not distribution. have 
inflation for the reason that production exceeds consumer capacity. 

have tremendous potential abundance. say need 
mobilize this. The problem that have not raised our sights. 
have not understood the dimensions the challenge, and are not 
trying. 


BUSINESS STATESMANSHIP: PLAN FOR WAGING THE ECONOMIC WAR* 
Donald Davidt 


Vital Speeches the Day, Vol. 25, No. December 1958, pp. 
106-110. 


War has been declared. The Soviet Government deadly earnest 


its intent defeat the United States and all stands for. 
Khrushchev has said: “The threat the United States not the 
ICBM, but the field peaceful production. are relentless 
this and will prove the superiority our system.” All this adds 
determined warfare, waged every level national life. 

What needed this contest means which businessmen 
can enlist the economic war. Most the underdeveloped countries 
lack both business enterprises and business managers. They seek 
borrow our technology but fail grasp that enterprises and enter- 
prisers have also played vital role our growth. Decentralized, 
independent and competitive enterprises have not sprung and the 
power the free market stimulate growth has not been felt. All 
these conditions make conclude that the central issues foreign 
economic policy cannot dealt with effectively, the last decade, 
mere export capital. The answers will found the massive 
export the managerial and entrepreneurial talents well the 
productive skills that reside the American business community. 

Achieving this purpose requires the building new partnership 
business and government dedicated promoting economic develop- 
ment abroad. This partnership could effected having responsible 
government agencies contract with private companies and private 
management plan, build, organize, operate, and also train local 


*Delivered before the Business Advisory Council, October 17, 1958. 
Committee for Economic Development. 
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people for business enterprises abroad. This means that much 
our aid would extended terms specific developmental proj- 
ects, with American firms being retained the government 
assume responsibility for each such project its entirety. The con- 
tracting company would not required invest its own funds the 
project. desired so, and the country concerned agreed, 
should able acquire least minority interest the enterprise. 


Government will need develop programs for economic growth 
that will encourage the stability and the independence the less 
developed countries. government also will fall the task selecting 
the American firms, negotiating the terms and setting and maintaining 
standards performance. This gives government big job 
the planning and policy-making level the level appropriate 
government. 

have consciously developed society which responsibility 
and decision-making are widely dispersed over many levels both 
the public and the private sectors. must not let the attack from 
the Soviet dictatorship undermine this pluralism and shove our 
efforts abroad into the Soviet mold. Instead, our task find the 
means preserving our pluralism home and putting work 
overseas. Our task find the means letting this system ours 
demonstrate its superiority. This approach puts government the 
planning and policy-making role should in; and enables private 
enterprise assume the role best able perform the develop- 
ment business enterprises and enterprisers. 


Adoption this technique not simple matter. Private industry 
would have face important issues philosophy, policy and 
procedure. And the outcome generally will determined how 
clearly business leaders see their future, and the future their free 
enterprise economy bound the task promoting economic 
growth and political stability the rest the world. 


Finally, there are two broader considerations. First, the country 
that responsible for installing the initial capital equipment will have 
the economies these emerging nations tied for generations. 
Will this American other Western equipment, will Soviet 
equipment? The answer has profound political import. Also, one 
could unaware the business opportunities provided the need 
for parts, supplies and replacements. Secondly, there the clear 
economic fact that wherever living standards and purchasing power 
rise, does the over-all demand for American goods and services. 

decade ago devised the means for using our economic power 
save the wavering Western world. Now, building this new part- 
nership business and government, can wage and win the war 
for growth and development freedom. 
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DEFINING THE JOB: HOW COMPANIES ARE USING EXECUTIVE 
JOB DESCRIPTIONS Bennett* 


The Management Review, Vol. 47, No. 11, November 1958, pp. 26- 
30, 77-83. 


How are companies approaching the description managerial 
positions? find out, the American Management Association re- 
cently conducted survey current practices among 140 companies 
that have had considerable experience with position descriptions 
the managerial levels. 


Before installing position-description program, the individual 
firm ought consider some the pitfalls and complications that 
could obviate its benefits. may not worthwhile into man- 
agerial position descriptions when the organization small, has 
closely knit, highly personal top-management group, and has little 
prospect for expansion. Also, descriptions written during period 


spasmodic and unplanned expansion are often wasted, since they are 
soon outmoded. 


Often, descriptions lead the conclusion that there are consider- 
able overlaps authority and responsibility, ambiguities the chain 
command, even duplications work whole departments. If, 
this point, immovable unwillingness make any changes basic or- 


ganization structure encountered, the descriptions lose much 
their value. 


How are descriptions used? Among the more common uses are: 
external and internal compensation comparisons; performance ap- 
praisal; management development; recruiting, hiring, and replace- 
ment; orienting new executives; promotion; self-understanding; or- 
ganization clarification; organization planning. 

Once the basic decision describe managerial positions has been 
reached, series operating decisions must made, such how the 
descriptions will actually used, which positions are described, 
the content the descriptions, and whether they are intended 
describe the job currently being done should done. 

Once these fundamental matters are considered, time in- 
vestigate the operational aspects getting the program under way. 
The first item will usually the choice the executive who 
head the project. The most popular choice appears personnel 
executive. However, least important the functional area from 
which the executive comes, his level the company. some cases 
may better choose lower-level executive who has more time 
devote the project than his overloaded boss. Conversely, other 
circumstances better avoid putting junior manager charge, 
since inevitably will have hand describing the positions his 
superiors and may not able obtain the necessary information. 


*American Management Association. 
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Are consultants necessary? Many the participating companies 
used them. Management consulting services range all the way from 
installing entire program writing the descriptions and training 
company employees continue and maintain the project few 
days and advice.” 

Once the company has decided managerial position descrip- 
tion program, clarified the program’s objectives, appointed execu- 
tive guide the activity, and hired (or refrained from hiring) out- 
side assistance, the next step consider the most practical means 
formulating the descriptions themselves (unless, course, the en- 
tire project has been turned over consultant). nearly every 
company participating this survey, the process fell into four stages: 
(1) gathering the job-content information; (2) writing first draft 
the description; (3) reviewing, approving, and/or revising this pre- 
liminary version; and (4) writing the final, authorized version. 

The program will get off the ground best has the full force 
the company’s top management behind it. Often, the introductory 
announcement outlining the program the managerial group 
sponsored actually conducted the president the firm. im- 
portant explain the basic purpose the program the intro- 
ductory meeting memo. Often, reassurances are given that com- 
pensation will not reduced result the description program 
and that one will lose his job. 


ECONOMIC POWER CENTERS AND CREDIT POLICY Allan Sproul* 


California Management Vol. No. Fall 1958, pp. 68-73. 


inquiry into the relationships between credit policy and the 
three great centers economic power government, business, and 
organized labor uncovers the need for some “hard” decisions. 

now widely accepted that government has become something 
more than maker certain rules followed our economy, 
and referee their application. may, however, gain some 
advantage from this situation improving the use make the 
tremendous concentration economic power government. 


*Former President the Federal Reserve Bank New York; Member, 
National Commission Money and Credit the Committee for Economic 
Development. 

California Management Review new magazine published 
quarterly the Graduate Schools Business Administration, University 
California, Berkeley and Los Angeles. ‘The other articles the fall quarterly 
are: “Elementary Conditions Business Morals” Chester Barnard; 
“Weapons Systems Management” Simon Ramo; “Reducing the Barriers 
Private Foreign Investment Underdeveloped Countries” Leonard 
Doyle; Top Management Ford” Arjay Miller; 
Giving: Theory and Policy” Richard Eells; Stockholders Like?” 
John Clendenin; “Some Current Issues Business Education” 
Gordon; “Electronic Data Processing: Promise and Problems” Michael 
Kami; “Industrial Revolution, 1650-2250” Edward Teller; “Human Re- 
lations Industry: Research and Concepts” Knowles. 
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MIRROR FOR MANAGERS 


matter how great our devotion private enterprise, should make 
conscious use the economic power government through credit 
control and the related areas fiscal policy and debt management, 
rather than have blindly affect our economic fortunes. 

Our shortcomings trying steer course between too much 
government economic affairs and the indifferent use government 
powers stem part from our tendency place too much the 
responsibility positive compensatory action government credit 
policy. Credit policy alone cannot the job restraining economic 
excesses and reviving economic vigor. And yet, when inflationary 
powers are the ascendant, government apt act first the 
credit authorities were the only policemen. sinking spell, 
then expect the credit authorities prompt and vigorous action 
that neither the cost nor the availability credit will obstacle 
recovery. Clearly, there need for better coordination the 
economic policies the government the use its centralized power 
most effective promoting sustainable growth and credit 
have full and fair chance contributing this end. 

The economic power business lies large corporate business. 
seem faced with situation which the growth power 
centers business (only partially restrained government and man- 
aged groups who are often responsible only symbolically the 
owners business) and the growth power centers labor (fostered 
government and often responsible one you can put your finger 
on) has created rigidities the economic system which may greatly 
reduce and limit the effectiveness credit policy moderator 
business fluctuations and guardian the purchasing power the 
dollar. 

credit policy have reasonable chance responding 
the hopes lavish it, shall have re-examine and change 
where necessary the exercise power the centers government, 
business, and labor. shall have overcome our opposition 
the intervention government economic affairs. shall need 
legislation which places more restraint the power monopolistic 
labor unions. Failing make such hard decisions, when the times 


require them, the rock which nations, and companies and 
individuals can wrecked. 


Edward Adams, Jr.* 
Michigan Business Review, Vol. 10, No. November 1958, pp. 6-13. 


Few men would buy new suit without opportunity view 
themselves before mirror. They want see themselves others will 
see them. Yet managers make many more costly and irrevocable deci- 
sions about their businesses with far less opportunity foresee objec- 
tively the consequences these decisions. Managers can have few, 


*Consulting psychologist, Rohrer, Hibler, and Replogle. 
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any, friends critics within their firms. The nature their role 
deprives them these aids. Thus, the very men whose decisions are 
most critical usually have the least opportunity sure that they are 
considering problem from all angles and that they are keeping their 
own biases out their thinking and action. 

Where can managers find the kind mirror that will help them 
see themselves more objectively? very few have found this kind 
help wife, friend, systematic introspection. Such sources 
help rarely remain objective, however, and consequently many man- 
agers have turned management psychologists. The psychologist tries 
help the manager understand himself. this process, the psychol- 
ogist aided both his professional training and the unique rela- 
tionship that can exist between him and the manager. 

The manager can talk with the psychologist complete con- 
fidence about any subject. The psychologist not expected advise 
make decisions that can only the responsibility the manager, 
but can help the manager think objectively about his problems and 
about the possible influence his own underlying drives his out- 
ward attitudes and actions. The manager need never feel that the 
psychologist will argue with him attack his decisions actions. The 
mutual objective the relationship between the manager and the psy- 
chologist always help the manager become stronger and more 
capable individual who will better fortified deal successfully with 
broad variety conditions. 

This objective never fully realized quickly easily. Adult 
habit-patterns that have been deeply grooved for many years are not 
easily remolded even when manager becomes thoroughly familiar 
with his basic tendencies and thinks alerted the danger signs. 
may still lapse into old patterns from time time under unusual 
pressures. Each lapse, however, can provide positive learning expe- 
rience the manager can think about retrospect and view with 
the aid his mirror. Similarly, each success brought about trying 
new insights tends reinforce the new and more effective types 
behavior. 


THE POWER HOLDERS THE AMERICAN ECONOMY 


Sumner Slichter* 


The Saturday Evening Post, Vol. 231, No. 24, December 13, 1958, 
pp. 34, 99, 100, 102. 


What happening power the American economy? The rise 
big business, big labor, big government has led many people 


believe that prophecies ever-growing concentration power are 
being fulfilled. 


The prophets greater and greater concentration power, how- 
ever, have misjudged the course history, and widespread acceptance 


*Lamont University Professor, Harvard University. 


this mistake has caused the public overlook the outstanding 
practical problem confronting our economy. This problem not how 
check excessive concentration power, but how improve the 
decision-making processes the economy that may better develop 
policies and institutions which reflect interests common most the 
population. 

The actual course economic and political change the United 
States has been for power divided among more and more groups 
decision-makers power centers. Today one who familiar 
with how the decisions are made would call the American economy 
businessman’s economy. Business still important, but philosophical 
differences within the business community are substantial, and the 
influence business less than was any time prior 1929; 


government far more important than ever has been before; and 
labor has become third major power center. 


Two important changes have weakened business influence. One 
that business can longer count the support white-collar 
employees. second change has been the growing disagreement within 
the business community itself with respect the relations govern- 
ment and business. The old spirit self-reliance longer fashion- 
able large part the business world. This tends shift power 
and responsibility from business government. 

The trade-unions now have around six times many members 
they possessed 1929. The political power the unions far less 
than their economic power. Unions best politics when they 
operate pressure group seeking special legislation peculiar 
interest them rather than attempting influence general public 
policies. the last ten years the influence unions public policies 
has been impaired resentment the public against abuses trade- 
union power during and immediately after the war. 

Government, the third power center, guides the economy 
extent that would have been undreamed few years ago. However, 
two important conditions limit the actual influence the government 
the economy. First, often better politics for the government 
nothing rather than something that strongly offends fairly 
powerful minority group. Second, the most important decisions 
government require approval majority the legislature, and the 
only policy that can gain majority often watered-down com- 
promise. 

What will happen the distribution power and influence 
the American economy the foreseeable future? The outlook for 
little change the relative influence business, trade-unions and 
government. The principal change will slow growth the 
responsibilities and power government. How business fares will 
depend largely upon its capacity develop leaders insight and 
originality who are willing take positive and public stands 
economic issues. The influence trade-unions will depend largely 
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upon their ability keep themselves reform movement and avoid 
degenerating into organizations seeking special privileges for favored 
groups. 

look the American economy does not indicate that many 
its problems can traced excessive concentration power. The 
principal problems that stem from such excessive concentration are 
the problems agricultural policy and creeping inflation. The 
great political power the farmers has led the imposition 
enormously wasteful agricultural policy the community. The great 
economic power the unions has caused the hourly compensation 
employees outside agriculture rise more than twice fast 
output per man-hour during the last ten years. 

But the broad diffusion power that characteristic America 
does limit the capacity the economy deal with important prob- 
lems. The development the country’s labor policy has been stymied 
for ten years because management and trade-unions cannot agree 
what do. The railroads are gradually being ruined because their 
competitors insist that the roads denied reasonable freedom 
set competitive rates and establish competitive services. The country 
has never been able develop trade policy that reflects the national 
interest. 

These experiences all indicate that the economy badly needs 
decision-making arrangements that will better reflect national inter- 
ests. The most promising single way improve the decision-making 
process itself would strengthen the Presidency. The most impor- 
tant single step enhancing the power the Presidency would 
for the public insist that the President have authority veto 
individual items the budget. The President, more than any other 
officer the government, represents the national interest. 
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